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PREFACE

Management Consulting & Research, Inc. (MCR) has assessed
the methods used to determine resource requirements of enlisted
initial entry training by the four Services. Initial entry
training consists of Recruit Training and Initial Skill Train-
ing. Two reports are incorporated into this report:

e ———

® The first, TR-7910-2, describes the training process ”
for initial entry training and provides models. for :
calculating total training workload, variable train- ,
ing manpower, and trainee end strength.

® The second, WN-8001-1, provides additional models to ?
those recommended in TR-7910-2. The models address ,
Recruit Training, One Station Unit Training, and Ap- 4
prentice Training manpower requirements from a total H
rather than a variable perspective. Total manpower
models for enlisted Initial Skill Training will be
provided in a future technical report with models de-
veloped for Skill Progression and Functional Training.

retary of Defense (Manpower, Reserve Affairs and Logistics) un-
der contract MDA 903-79-C-0095. The sponsor of this work is
Mr. Alvin Tucker, Director of Training and Education.

The analysis was performed for the Office of the Assistant Sec- L
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We would like to acknowledge the technical direction pro- i
vided by Maj. Kenneth P. Rousseau and Mr. Michael J. Kendall of |
the Training and Education Directorate as well as .assistance
provided by other members of the OSD staff and the Military Ser-
vice staffs.




EXECUTIVE SUMMARY

The purpose of this study effort was twofold:

e ——————

® Provide a clear understanding of the enlisted initial
entry training process; and {

® Translate the training pipeline into algorithms which
can be used to examine the manpower requirements in
support of initial entry training.

To achieve these goals, Management Consulting & Research,
Inc. (MCR) has assessed the methods used by the Services to 1
determine their training resource requirements. In this !
assessment the training process was reviewed; initial entry

training requirements models were examined; and, observations
were made regarding similarities and differences between the
Services.

The following observations summarize those contained in

the report concerning the training process and initial entry
training models: : f

® The Services all have adequate methodologies for pro-
gramming and budgeting initial entry training resources. g
However, in no case are the factors that 1nfluence
resource quantities precisely defined. P

e All of the Service projections of training resources
are based on predictions of increased inputs from
recruitment. These projections may be optimistic
in the aggregate.

e It is feasible to develop simple models for use by
0SD in the determination of Service requirements for
enlisted initial entry training. These models may
provide special purpose assessments without complex
Service data inputs.

® No Service uses the .same formulas as another in the
calculation of training workload. Therefore, to
assure that OSD can make comparisons across Services,
consistent general models with precisely defined
variables are required. It is recommended, therefore,
that Defense-wide models combining the best features
from all Services be used to calculate Recruit Train- p
ing workload and Initial Skill Training workload.




® A Defense-wide model, using the concept of fixed and
variable manpower (where the variable manpower is re-
lated to the variable training unit), appears to be
the most logical and consistent manner of assessing
manpower resources in support of Recruit Training and
One Station Unit Training. It is recommended in WN-
8001-1 that a model employing this concept be used
for assessing Recruit and One Station Unit Training
manpower resources. This model should incorporate
the concept of peak or surge capacity by calculation
of peak loading. A model using the concept of vari-
able manpower per variable training unit is also pre-
sented in TR-7910-2.

® A Defense-wide model using the concept of variable
manpower per change in workload appears to be the most
logical and consistent manner of assessing manpower
resources in support of Initial Skill Training. It

. is recommended, therefore, that a model using this
concept be used for Initial Skill Training manpower.

e e

® Because of the diversity of Service training load
models, we believe that the Services should be en-
couraged to develop a revised forcasting technique
for trainee end strength. This should be based on
accession programs, attrition rates, and total aver-
age time a NPS accession spends in trainee status.
Pending such development, we suggest that OSD use a
ratio of training load to end strength to project
trainee end strength.
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I. INTRODUCTION

This technical report describes the results of a research
project to investigate enlisted initial entry training and to
provide an assessment of each phase of initial entry training
for each Service. This section describes the following:

® Background
® Purpose/Scope of Research
e Outline for the Report

A. BACKGROUND

A project to establish a methodology and standard defi-
nitions for the marginal or variable pipeline cost of NPS
male enlisted accessions was initiated in November 1978.

The first part was considered to be Phase I of a study of
training resource analysis. Management Consulting & Research,
Inc. (MCR) has identified the precise marginal costs for the
pipeline period from recruitment to arrival at first duty
station as well as attrition costs of first term enlisted
male personnel in Phase I.l/ The Phase I model, although use-
ful as a macro approach to overall examination of enlisted
accessions, does not provide a precise track to FYDP-oriented
budget and POM reviews of each major training category where
greater detail is needed.

B. PURPOSE/SCOPE OF RESEARCH

The purpose of this research effort, Phase II, is to
translate the trained pipeline into resource models and
investigate the components of these models to determine how
resource requirements would be altered by changes in key
variables such as course lengths, recycle rates, attrition

during training, base closures, and accession flow. 1In




essence, the clear understanding of the initial entry training
processes will assist in identifying the impact of management
initiatives and alternative training strategies.

This phase of the project involved the development of a
"bottom-up" methodology for each Military Service showing the
relationship of staff manpower levels and training input/
training workloads. To accomplish this, MCR has developed
models using recognizable elements such as training companies
and specified support. The assumptions and criteria used by
the Services in developing training programs are described
and analyzed to identify how training staff requirements are
derived. Organizational and functional considerations were
explored to determine the sensitivity of staff levels to
differing structural patterns. The models developed have
the inherent flexibility to allow corrections and adjustments
to be made easily as training concepts and program variables
change.

C. OUTLINE FOR THE REPORT

The remainder of the report is divided into three
sections:

e II. The Training Process
@ III. Initial Entry Training Models
o 1IV. Observations

The first section, on training process, provides a Service-
by-Service discussion of requirements determination as well as
functional descriptions for each category of initial entry
training. Requirements determination explains what happens
in the following areas:

e The decision process for training includes a chart and

explanation of what happens during the preparation of
the Service program for training enlisted accessions.




e Accession determination explains how the Service

determines requirements for accessions in the aggregate.
e Skill determination explains how the Service determines

what skills require training.

® Accession flow discusses the enlisted pipeline from
entry to first duty assignment with an explanatory
chart.

® Manpower in support of training deals with the
instructors and other manpower who train enlisted
accessions.

The functional description explains how initial entry train-
ing is conducted under the subdivisions of Recruit and Initial
Skill Training. Each type of training is described in terms
of the training performed and the organization that does the
training. This discussion covers for both types of training,
how long it is, what happens and where, general curriculum,
how many people attend, staff organizations, and what varies
and why.

The section on Initial Entry Training Models is divided
into sections that address: training load algorithms, man-
power algorithms, and trainee end strength algorithms. The
following information is provided:

® The Training Load/Workload Algorithms section con-

tains a description of existing models, an evaluation

of the algorithms, and then describes which models
were developed for use by OSD.

® The Manpower Algorithms section is similar to the
previous section on training load algorithms with a
discussion, evaluation, and description of models
developed for OSD use,.

® The Trainee End Strength Algorithms section, also
similar to the previous sections, discusses and
evaluates existing algorithms; however, no new
model was developed for OSD.
The last section of the report provides observations on
the training process and initial entry training models. It

synthesizes the research done and summarizes the models MCR

recommends for use by 0SD.

PRI T



The models proposed for 0SD use are relatively simple.

; Since a high level order of accuracy is not required in their }
application, the simple models have the advantages of being f
easy to use, easy to understand, and conforming generally to

the Service methodologies.




SECTION I FOOTNOTES

1/ "Marginal Pipeline Costs of Enlisted Personnel," TR-7808-1,
Management Consulting & Research, Inc., 3 December 1979.




II. THE TRAINING PROCESS

A, INTRODUCTION

This section summarizes the training process as it
pertains to enlisted initial entry training. Each Service
is discussed separately with a section on requirements
determination (accessions, skills, the accession flow, and
manpower in support of training) followed by a section on
functional descriptions for the two categories of training
(Recruit and Initial Skill). The intent is to provide an
understanding of how each Service develops training programs
and how it is organized to perform this training.

B. ARMY

1. Requirements Determination

a. Introduction

This section describes the process used by the
Army to project the number of enlisted persons who must
receive initial entry training each year and the manpower
required to provide that training. 1Initial entry training
includes Recruit Training (Army term is Basic Training or
BT), One Station Unit Training (OSUT), and Initial Skill
Training. The objective of Basic Training is to provide an
orderly transition from civilian to military life for Army
recruits and to teach those basic skills required of every
soldier. One Station Unit Training combines Basic Training
and Initial Skill Training in an integrated program, pri-
marily in combat arms military occupational specialties
(MOS). Initial Skill Training teaches specialized knowledge
and skills to Basic Training graduates and certain other
personnel leading to qualification in an MOS.

I1-1
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The Army provides Basic Training or OSUT to
Active Army, Army Reserve, and Army National Guard personnel
without prior military service. All Basic Training grad-
uates go to formal Initial Skill Training. 9.4% of OSUT
graduates get additional formal training before assignment
to a unit, and the balance go directly to their first duty

assignment.

Non-prior service accessions into the Active
Army and the Reserve Components determine trainee strength
and workload levels. Accession levels depend on a number of
factors, the principal one being required end strength.
Decisions on end strength are made within the context of the
planning, programming, and budgeting (PPBS) cycle, Other
PPRS decisions may be made concerning force structure,
stationing, and pay and recruitment policies. These can impact
directly on accessions, trainee strengths, training re-
quirements, and training staff levels.

The Director of Manpower, Plans, and Budget
within the Office of the Deputy Chief of Staff for Personnel
(DCSPER) is responsible for developing end strength. Fol-
lowing prescribed end strength guidance, he also determines
the optimum balance between unit manning levels, trainees
who will undergo Initial Skill Training, and other personnel
not assigned to units. DCSPER also determines the number of
new personnel who must be enlisted and trained during the
year to maintain the Active and Reserve force at prescribed
manning levels. The National Guard Bureau prepares similar

manpower programs.

The Director of Training in the Office of the
Deputy Chief of Staff for Operations and Plans (DCSOPS)
determines training requirements: That Directorate projects
the total number of people who must be trained in each

I1-2
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MOS, and is responsible for training policy. He includes Re-
quirements received from the Army Reserve, the Army National
Guard, other Services, and foreign nations. Total require-
ments are considered in the development of the Army annual
training program which is a joint effort of HQ US Army and
the US Army Training and Doctrine Command (TRADOC).

The Director of Manpower, Plans and Budget is
responsible for overall allocation of manpower to training
activities. However, budgeting responsibility is under the
DCSOPS Programs and Budget Office.

A diagram of the Army training decision process
is provided as Figure II-1,

b. Accession Determination

Accession requirements for the Active Army are
produced by the Active Army Military Program (subsequently
referred to as the Military Manpower Program). This program
is the basis for the manpower portion of the budget, for
recruiting objectives, and for sizing the training base. It
covers seven years - budget execution year, budget year, and
five program years. It is designed to accept guantitative
or qualitative limitations or assumptions pertaining to
military manpower, to develop loss rates, to forecast losses
and to provide the staff an optimal solution. It considers
outside constraints, costs, recruiting and training base capa-
bilities, and fill of the approved force structure. The
Military Manpower Program is also used to project effects of
policy changes on quantitative and qualitative aspects of
manpower. It is produced for the POM, for the OSD and
President's Budgets, and as required by the Army Staff. It
is updated monthly to reflect the latest experience in
gains, losses, and distribution of personnel. It permits
early detection of deviations from programs, updating of loss

I1-3
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factors, and changes in recruiting objectives and training
base input/output projections. Projected inputs to initial
entry training shown in this program include the Army Re-
serve and National Guard. The Military Manpower Program is
coordinated with virtually the entire Army staff and the
Military Personnel Center.

The Military Manpower Program produces for each
month of the seven years noted the following data (which is
critical to production of a training program and of the
training portions of the POM and budget):

® A distribution of military strength between "operat-
ing” and "non-operating" personnel - trained per-

sonnel assigned to units versus personnel in trainee,
transient, holdee or student status.

® The active Army accession objectives necessary to
maintain the desired levels of personnel.

e An initial training input/output schedule for Active
Army and Army Reserve Forces personnel.

The Military Manpower Program produces this
data through a series of interactive computer programs
relying heavily on real-life information on current and
recent past service members in the Enlisted Master File.
Information on service status (time to expiration of term of
service) and selected personal characteristics of each en-
listed person which are proven indicators of retention prob-
ability (education, age, mental group, sex) are processed
with other gain and loss information (reenlistments and
eleven loss categories other than ETS) to produce antici-
pated loss rates. These rates may be modified by staff
input ;f they are policy driven and a policy change is to be
made. Loss rates are applied to corresponding portions of
the personnel inventory to produce an inventory projection
for each month of the current and following six years. This
inventory projection is then converted to produce the acces-

sion and training input programs mentioned above.
II-5
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A similiar program provides end strength, acces-
sion requirements, and training input information for the
Army Reserve. Accession and training input requirements for
National Guard units are compiled by the National Guard
Bureau.

c. Skill Determination

The next step in the process is the translation
of accessions and gross training input projections to a :
training requirements program based on Army needs for per- '
sonnel by MOS and grade to man the structure at predeter-
mined levels of fill. This is accomplished by the Personnel
Inventory Analysis System (PIA) for Active Army enlisted f
personnel which is operated by the US Army Military Person-
nel Center. This system projects training needs by MOS up
to three years by month, and for two additional years by
quarters. Loss rates by MOS (developed through AIDE-El/) ’
are applied to the current enlisted inventory. Projection
of gains to individual MOS through training and reclassi=
fication, produces a projected inventory by MOS. The pro-
jected inventory of people is compared to the inventory of
positions in the desired force structure factored to match
operating end strength limitations. The position projection
system is the Personnel Structure and Composition System
(PERSACS) operated by the Force Management Directorate of
DCSOPS. The system provides for the addition of allowances
by MOS to cover transients, students and holdees. The re-
sult is a projection of requirements by MOS which is passed
to the Individual Training Division of the Training Direct-
orate in DCSOPS.

At this point the Army Training and Require-
ments System (ATTRS) comes into play. This system is a
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centralized data base which maintains information on ail o
courses of training for Army personnel (including Basic
Training and OSUT). It is interactive through computer
hookup with major commands where training is performed,
directly with their training centers, and with USAR and

NGB, It is not linked by computer with the Navy system;

requirements for training Navy personnel are incorporated :
manually. Training requirements for the active Army devel-
oped from the PIA system are reviewed for alignment with
policy and force structure to insure currency with changes
which occur too late to be considered in the PIA process.

The Active Army requirements plus those for
USAR, NGB, and other Services are translated into the Army
Porgram For Individual Training (ARPRINT) which shows by

course the numbers to be trained over a four year period, !
course frequency and capacity, lengths, desired scheduling, ¥
and anticipated attrition. The ARPRINT is produced quar-
terly. All requirements are reviewed in April and October
and initial entry requirements are again reviewed in January i
and July to update the programs to account for recruiting, !
force structure, promotion rates, policy, retention, or
other changes. Examples of ARPRINT output covering Basic,
OSUT and Initial Skill Training are shown at Appendix B.

The ARPRINT is passed to the U.S. Army Training i

and Doctrine Command (TRADOC) and Health Services Command j
which develop proposed class schedules and submit changes
to DCSOPS at HQ DA for review and approval. Following this E

review process, approved schedules are returned to TRADOC
for execution and estimation of manpower requirements needed

to conduct the training.




d. Accession Flow

Figure II-2 depicts the flow of Active Army
NPS enlistees through the initial entry training cycle to
their first duty assignment.

About 10% of enlistees are separated from
the Army before they complete initial entry training. Prior
service personnel are generally qualified in an MOS
and bypass both Basic and Initial Skill Training.

The small number of Basic Training graduates
(less than 500 per year) who go directly to units for
on—thé-job training (OJT) represent an insignificant
percentage of trainees and accordingly are not shown on
Figure II-2.

Reserve and National Guard trainees make up
approximately 36% of the workload for Basic Training,
34% of OSUT and 28% of Initial Skill Training.

e. Manpower in Support of Training

Within the Army, manpower requirements for
Basic Training, OSUT and Initial Skill Training are devel-
oped by the U.S. Army Training and Doctrine Command (TRADOC),

and Health Services Command (HSC) which are responsible for
the training.

The TRADOC process for estimating manpower
is a joint TRADOC/installation-by-installation review
known as TRADOC Review of Manpower (TRM). The TRM pro-
cess systematically evaluates training loads and determines
training manpower requirements for the budget and subsequent
years. The process results in production of backup data
essential to Department of the Army program and budget
preparation.
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The TRM process for a given budget year
begins with the April ARPRINT. Illustratively, the April
1978 ARPRINT was the basis for preparation of the FY 1980
budget for inital entry training. Following receipt of
the ARPRINT, HQ TRADOC provides installation commanders
detailed guidance on projected training regquirements, and
instructions for submission of the TRM package to HQs
TRADOC by mid-June.

During the interim period, HQ TRADOC analyzes
ARPRINT schedules and workloads, and estimates gross
manpower requirements for the budget years, including
indirect as well as direct support of training. For
Basic Training and One Station Unit Training, manpower
estimates are developed by structural analysis, e.g., the
number of companies required to train the projected work-
load. For other than Recruit Training, TRADOC uses a
series of manpower estimating relationships (MERs) which
are based on staffing guides, analysis of historical
manpower, and workload performance data. This early
estimate of manpower requirements is compared with TRADOC
capabilities and anticipated manpower resources for the
budget year which has been separately provided by HQ DA
in the May Program Budget Guidance. At this point TRADOC
provides a basis for dialogue and negotiation with HQ
DA on workloads and manpower. Serious disconnects are
surfaced and action can be started toward balancing work-
loads and support resources early in the budget process.

Each TRADOC installation conducts its own
review in considerably greater depth using yardsticks,
staffing guides, and engineered standards to determine
requirements. Review is made on a course-by-course basis
considering factors unique to that installation such as
facilities, weather, location, and act-al experience.

I1I1~10
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Where these indicate a deviation from the "standard,"
detailed justification must be provided.

Each installation review and requirement TRM
package is then jointly reviewed at HQ TRADOC by both
installation and HQ TRADOC staffs between mid-June and
mid-July, workloads and manpower requirements are agreed
upon, and manpower allocations made to each installation.
Installations then prepare revisions to personnel manning
documents (TDA) for submission to TRADOC in August and to
HQ DA by the end of September. These TDA are the basis
for assignment of trained instructors and other personnel
during the budget year.

At the conclusion of the TRM review TRADOC
refines its previous estimates of capability and provides
data to HQ DA for final adjustments of training missions
and resources.

The TRM process is repeated annually; the
April 1979 ARPRINT was the basis not only for FY1981 require-
ments, but also to refine FY 1980 requirements. The long
lead time involved in programming and budgeting for the
future and even more importantly in getting trained personnel
in place to provide training is well illustrated by the process
just described.

TRADOC submits its requirements for manpower
to HQ DA, Training Division (DCSOPS) for consideration in
preparation of the POM and the budget. Only gross deviations
from previously programmed levels can be examined. Accord-
ingly, there is almost complete dependency on the integrity
of the TRADOC TRM process described above. The manpower
requirements are passed to the Allocation and Documentation
Division in the Directorate of Manpower, Plans and Budget
in DCSPER. That office attempts to satisfy TRADOC require-
ments for training manpower and those of other commands

I1-11
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and activities within end-strength limitations. The level
of manpower finally allocated to training activities

is a function of its priority level established as a
result of staff interaction through the Army Program
Budget Committee. Following approval of the proposed
allocation of manpower for training by the office of the
Chief of Staff, the Program 8T OMA team of DCSOPS prepares
the POM and Budget details for submission to OSD.

2. Functional Descriptions

a. Introduction

Initial entry training in the Army includes all
formal training leading to the award, at apprentice level,
of an Army Military Occupational Specialty (MOS}. Training
is in two phases; training in basic military skills common
to all soldiers, and training in a specialty. This training
is given to all Active Army enlistees, and to members of
Reserve and National Guard units who have not had prior
military service.

The Army term for Recruit Training is Basic
Training or BT. The Army also trains new recruits in com-
bined basic and specialty courses under a One Station Unit
Training (OSUT) concept which will be discussed below. Both
Basic Training and OSUT may be given at the same station.
OSUT is designed primarily for training combat arms soldiers
in basic (common) and specialized skills in one unit under
one cadre. Basic Training is primarily given to those
trainees who will require training in specialized skills
which is more successfully taught in a school environ-
ment. Basic Training is conducted at six military install-
ations, OSUT at eight. At four of the installations, both
modes of training are conducted.

R . 7 TooD Gttt



Initial Skill Training is given to all BT
graduates with the exception of a small number who are
assigned to units for on-the-job training. 1In addition,
the Army retrains some personnel from operating units
who hold MOS found excess to Army needs and must be
trained in another career field. Also, the Army provides
Initial Skill Training to personnel from other Services,
foreign students and civilian employees. Army data
Training workloads from data pertaining to Skill Progres-
sion Training. However, manpower in support of Initial Skill
Training data is not separately identified.

b. Recruit and One Station Unit Training

(1) Training
The Army trains men and women in integrated
companies in two modes, Basic Training/Advanced Individual
Training (AIT) and One Station Unit Training as portrayed
in Figure II-2. They will be discussed together in this
section.

In the Basic Training/AIT mode, trainees
receive basic combat skill training (as do OSUT trainees)
but then go on to skill training in other organizations.

In the OSUT mode, a trainee receives
training in basic combat skills and Initial Skill Training
in the same unit. Included under OSUT are relatively small
numbers of trainees who receive combined Basic and Initial
Skill Training at two stations: Phase I, 7 weeks at Ft.
Knox, Phase II, 6 weeks at Ft. Benning. This continues a
Congressionally mandated test, which the Army hopes to dis-

I1-13
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continue. No definitive test results are available. The
"two station" training mode is interrupted after the seventh
week by several travel days between stations. In FY 1981
the Army plans to train about 55% of enlistees in the OSUT
mode, and 45% in the Basic Training/AIT mode.

The normal training time for an enlistee
from the time of entry into training until qualification
in a military occupational specialty is 92 days for OSUT
and 116 days for Basic Training and Initial Skill Training.
A small percentage of soldiers go on to more advanced
Initial Skill Training from OSUT. While OSUT consumes
fewer training days than BT and Initial Skill Training
combined, the 55/45 percent split represents the optimum
envisioned by Army training planners given the present
composition of Active Army and Reserve Forces, and MOS
requirements.

Input to Basic Training and One Station
Unit Training closely follows recruitment patterns. More
men and women tend to enlist in the months following close
of the school year than in other months. Almost 50% of
Active Army enlistees therefore enter training during June,
July, August and September. The flow of reservists tends
to follow the same pattern although the impact of reservist
seasonality is relatively minor. Since the training
base cannot be sized for peak loads nor geared to the months
of lowest input, some uneveness of utilization results,
and can be anticipated. Normal capacity of training companies
is 200 trainees. On this basis the Army anticipates that
the Basic and OSUT training plant will be utilized at about
140% of normal capacity during the FY 1980 peak months and
at about 125% during the FY 1981 peak.

Monthly Active Army NPS accessions as
projected for the FY 1981 budget estimate are shown at

I1-14




Table II-1. 1In FY 1979, accessions (and input to Basic

Training and OSUT) varied from a low of 4300 in December to k
17,298 in August. For FY 1980, they range from 8,500 to t
to 19,000 and in FY 1981 from 5,600 to 17,300, These swings,

dictated by the availability of recruits, illustrates

the difficulty of staffing for "average" load. Staffing

and class scheduling must be programmed to meet peak demand. y
h For the most part, occasional peaks can be accomodated.

' However, sustained high levels of input such as are expected

in FY 1980 will require extraordinary measures to provide t
effective training without additional permanently assigned '
training personnel. {

Of those to enter intial training in
FY 1981, 57% will be Active Army non-prior service (NPS)
males, 1l1% NPS females and 32% USAR and National Guard
reservists. Basic Training and OSUT are not given to prior i
service personnel or to personnel of other Services or
foreign nations. '

Some trainees who begin training fall
behind their contemporaries and must be "recycled" to success-
fully complete their initial entry training. The Army pro-
vides a 7% factor in its load computations for recycles.
This factor is applicable to both Basic Training/AIT and to
OSUT. These recycles succeed or become losses to the Army
: during initial training at about the same rate as other
1 personnel. Course attrition rates (reflecting trainees who
are recycled, retrained, or are separated from the Army)
during the initial training period as projected for FY 1981
are shown below in Table II-2:
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Table II-1l. MONTHLY NPS ACTIVE ENLISTED ACCESSIONS

FY78 FY79 FY80 FY8l g

OCT. 9375 8476 15300 10400 %
NOV. 9523 7583 15500 10100
DEC. 4839 4300 8500 5600
JAN. 10342 10695 16500 12300
FEB. 8981 8799 13100 11000
MAR. 7861 7263 12800 11200
APR. 5871 8892 10100 8900
MAY 7164 9928 10900 9500
JUNE 16578 15895 19000 17300
JUL. 14077 16596 15800 13600

AUG. 14873 17298 15800 13400 !

SEPT. 14545 13696 16500 14200 |

|
TOTAL 124029 129421 169800 137500
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Table II-2. COURSE ATTRITION RATES i'

(Percentage) }

ONE STATION

BASIC TRAINING UNIT TRAINING

92 Days (Avg.
49 Days Weighted) i3
Active Army 9.1 15.0 q

Reserve Components

USAR 8.2 11.9 |
ARNG 5.2 u.2 |
Weighted Rate 8.9 14.8 ;

Course attrition rates are based on
FY 1978 experience, adjusted for the course and trainee in-
put mix programmed for FY 1981, Basic Training and OSUT L
loads for FY 1981 will be computed using these attrition ‘
factors.

Illustrative display of Basic Training
inputs, outputs and loads for F¥Ys 1979, 1980, and 1981
follow in Table II-3:

Table II-3. BASIC TRAINING
(in Thousands)

Estimated FY79 Estimated FY80 Estimated FY81
ENTRS GRADS LOADS ENTRS GRADS LOADS ENTRS GRADS LOADS
Active 62.9 57.3 8.4 87.1 79.4 11.7 68.2 62.0 9.1
Reserve 11.6 10.9 1.4 16.8 15.7 2.1 16.8 15.5 2.2
National
Guard 20.1 18.4 2,7 19.7 18,0 2.6 20.7 18.8 2.8
*TOTALS 94.6 86,6 12.5 123.7 113.0 16.4 105.8 96.4 14.1

*Totals may not add due to rounding. 3




(2) Organization

A sample structure for Basic Training
is illustrated in Figure II-3. Length of training is
seven weeks. Each company can train up to 220 trainees
under surge conditions. However, structure is based on
a level of 200. As the program dictates, a brigade may
be structured with three to five battalions, and each
battalion with three to five companies. Under optimum
conditions each company is in training status for seven
weeks followed by two weeks for maintenance and fill be-~-
fore the next training period commences. In this illustra-
tion, the brigade has a surge capacity of 3520 (16 companies
x 220). The authorized staff chargeable to the Recruit
Training account (PE84711) is 403; 58 officers, 338 enlisted
and 7 civilians. Of these, 192 enlisted are identified
as drill sergeants. This structure is typical of those
found at the 5 centers which conduct Basic Training in
the Army.

A sample structure for OSUT is illustrated
in Figure II-4. Length of t aining in this mode ranges
from 12 to 18 weeks depending on the MOS to be attained.
Each company can accomodate up to 220 trainees. Like
Basic Training, 200 is the base on which a unit is structured.
Battalions, and companies per battalion can be added or
deleted to match programmed loads. While this illustration
is typical of OSUT organizations, the size and composition
of the Training Committee Group will vary to meet demands
of training for each MOS. This illustration (engineer
training) indicates that the brigade as currently organized
has a aurge capacity of 3080 (14 companies x 220). The
authorized staff chargeable to the One Station Unit Training
account is 472; 58 officers, 402 enlisted and 17 civilians.
Of these 229 are identified as instructors or drill sergeants.
OSUT is conducted at 8 stations.

II-18
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c. Initial Skill Training

(1) Training

Army Initial Skill Training is conducted
at nine Army Training Centers and 15 schools under command
of TRADOC with medical skills trained by the Health
Services Command. Courses may start on any training
day. The number of trainees in each course varies
with the nature of the instruction, and the numbers to
be trained over the year. Courses also vary in length from
a few weeks to many months. The average weighted course
length for all initial skill courses, including medical,
is 9.52 weeks. This is actual elapsed calendar days
which include intervening non-training days. It does not
include waiting time which, because of scheduling, is not
considered a significant factor by the Army.

The heaviest student load for combat
service support skills is carried at Fort Jackson, South
Carolina. The Quartermaster School at Fort Lee, Virginia,
trains the largest number in technical skills. Table II-4,
on the following page, shows the loads projected for each
of these facilities for FY 1981,

Input to Initial Skill Training courses
conducted at Army Training Centers and Schools comes pri-
marily from Recruit Training output of U.S. Army, National
Guard, and U.S. Army Reserve trainees. A small number of
other Active Army personnel who are being trained in an
additional MOS, personnel of other Services, civilians,
and foreign students make up the balance. Table II-~5
shows inputs by category of personnel for FY 1979, FY 1980,
and FY 1981 for Program 8T Initial Skill Training. The
impact of seasonality on Initial Skill Training is not
believed to be significant due to dispersion of trainees

to many courses.




Table II-4. INITIAL SKILL TRAINING LOADS
TRADOC SCHOOLS AND TRAINING CENTERS
FY81 BUDGET ESTIMATE

PE 84731
Schools

Army Aviation
Engineer

Field Artillery
Ordnance and Chemical
Missile and Munitions
Quartermaster

Signal

Institute of Administration
Chaplain

Armor

Defense Information
Air Defense
Transportation

Training Centers

Ft. Dix, NJ

Ft. Knox, KY

Ft. Jackson, SC

Ft. Leonard Wood, MO
Ft. Benning, GA

Ft. Sill, OK

Ft. Bliss, TX

Ft. Gordon, GA

Ft. McClellan, AL

TOTALL/
PE 84733

Intelligence School
(Ft. Huachuca)

PE 84734

Intelligence School
(Ft. Devens)

GRAND TOTALl/

" FY79

714
117
935
1,718
812
3,107
2,566
851
51
839
146
523
1,030

10
81
2,960
1,460
51

612
24

135

18,742

281

886

19,909

1/ Totals may not add due to rounding.
II-22

FY80 FY8l
826 654
121 121
816 854

2,214 1,999
885 762

3,505 3,505

2,803 2,326

1,221 912

74 50

1,074 984
190 188
718 660

1,140 1,069

17 17
76 77

3,340 3,014

1,595 1,548
- 14

12 13

637 594

22 32

235 250
21,521 19,450
698 458
923 576
23,142 20,484
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About 500 Army Recruit Training
graduates earn their MOS by on-the-job training each year.
In addition, 1,927 trainees will receive Initial Skill
Training by the Navy and Air Force and 565 by the Defense
Mapping School in FY 1981.

The relatively high input for FY 1980
as compared to FY 1979 is related to the FY 1980 accession
program which has been increased to make up for an end
strength shortfall in FY 1979.

For FY 1981 the Army projects a total
output of 96,199 personnel from Initial Skill Training
in program 8T (PEs 84731, 84733, and 84734). These were
shown by category of personnel on Table II-5,

During FY 1981, 77,013 Active Army
trainees will complete Initial Skill Training conducted
in Army Schools and Training Centers, by the Defense Mapping
School, through on-the-job training, and by other Services.
The distribution of Active Army trainee output by training
source is shown below. Inputs are shown for comparision.
These soldiers are available for immediate assignment to
Active Army units or for further functional training to
broaden their qualifications within their MOS. About
14,500 will receive further functional training in FY 1981,
following which they will be assigned to units.

Table II-6. FY81 OUTPUTS/INPUTS
(Active Army Trainees)

Outputs Inputs
General Skill Training 60,632 70,220
General Intelligence Skill Training 1,406 1,496
Crypto/SIGNINT Related Skill Training 1,005 1,332
Health Care Training , 11,111 11,916
Defense Mapping School » 565 565
Oon-The-Job Training "~ 501 501
Other Service Training 1,793 1,827
TOTAL 77,013 87,857
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The following table shows the distribution
of Initial Skill Training graduates to functional training
by school.

Table II-7. FUNCTIONAL TRAINING FOR
INITIAL SKILL GRADUATES, FY81

Field Artillery School 307

Infantry School (Airborne Training) 9,673
Missile and Munitions School 49
Quartermaster School 59
Signal School 1,224
Institute of Administration 197
Institute for Military Assistance 482
Army Training Center, Ft. Gordon

(International Morse Code) 1,561
Intelligence School, Ft. Devens 919
TOTAL 14,471

(2) Organization

As noted above, Initial Skill Training
is conducted at 15 schools and 9 training centers. While
Army Training Centers and Schools all possess the same
organizational elements necessary to conduct skill train-
ing, the precise organization will vary with the unique
nature and responsibilities of each. Sample organizational
charts for the Quartermaster School and for the Army
Training Centers at Fort Jackson and Fort Leonard Wood
are shown at Appendix B. Fort Leonard Wood conducts courses
of greater complexity and length than Fort Jackson. The
training brigade at Fort Leonard Wood is backed up.by a
separate training group which supports Recruit Training

as well as Initial Skill Training.
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In addition the same brigade headquarters
overseeing Initial Skill Training commands two battalions
of One Station Unit Training. 1In the case of Fort Jackson,
a separate brigade is organized for Initial Skill Training only.

c. AIR FORCE

1. Requirements Determination

a. Introduction

This section describes the process used by the -
Air Force to project the number of enlisted persons who must
receive initial entry training each year and the manpower
required to provide that training. 1Initial entry training .
includes both Recruit Training and Initial Skill Training. {
The objective of these consecutive blocks of training is to
provide an orderly transition from civilian to military
life for Air Force recruits, and to develop basic military
and specialized skills requisite to initial duty in units
of the Active Air Force and those of its Reserve Components.

The Air Force provides Recruit Training (Air
Force term is Basic Military Training or BMT) to Active
Air Force recruits who have not had prior military service
(NPS) and to NPS Air Force Reserve and National Guard
personnel. Approximately 91% of BMT graduates go on to
Initial Skill Training. The balance are assigned directly
to units for on-the-job training. A small number may
possess civilian acquired skills which permit their assignment
to units without further training after BMT.

The primary determinants of trainee strength
for any year are the decisions on total Active, Reserve
and National Guard force levels. These decisions are made

within the context of the planning, programming, and
budgeting (PPBS) cycle. Other PPBS decisions may be made




pertaining to Air Force structure, stationing, and man-years
which impact on accessions, trainee strengths, training
requirements and training staff levels.

The Air Force Director of Manpower and Organiza-
tion within the Office of the Deputy Chief of Staff, Manpower
and Personnel (AFMP) determines, within the prescribed end
strength, the optimum balance between unit manning levels,
personnel undergoing initial entry training, and other
trained personnel not assigned to units.

The Air Force Director of Personnel Programs
in AFMP projects the number of new personnel who must be
enlisted and trained during the year to maintain the force
at prescribed manning levels and provide for other trained
personnel not assigned to units. Similar determinations
are made separately by the Air Force Reserve and Air National
Guard.

All non-prior service personnel undergo a six
week course of Basic Military Training. Further training
in specialized skills is required of most BMT graduates
to qualify them in an Air Force Specialty code (AFSC)
required for successful performance in a unit. The Director
of Personnel Programs is responsible for projecting the number
of personnel who must be trained in each specialty to meet
these needs. This Directorate receives similar requirements
from the Air Force Reserve and Air National Guard and from
other Services. These requirements are considered in the
development of the Air Force annual training program which
is a joint effort of HQ USAF and the Air Training Command.

The Director of Manpower and Organization
determines the changes in training manpower appropriate
to changes in workload for BMT and Initial Skill Training.
A diagram of the Air Force training decision process is
provided as Figure II-S.

II-27




-

SSIO0dd NOISIDIA ONINIWIL IJDJ0d ¥IV

puruMO)
A.( — e = o= w— = == —] s3ndur paeny
bututexy] ITVY / 3 9AI9S9Y
\ ‘/
>_ paeny
/ 1,3©eN X1V
_ \ anXasay Jv
— »
sandul sd
ddX4 I04
33e35 Hututexy speor ‘I..l All.
3 saauteal- A.ll bututeay sanduT SdN
sy3zbuaays pud
UOTSTIATd uoTSTATd
(WdWay) u,bxo ' boxg bututeay _ +Boxad @0104
3 amdw 3o *Iatd (ddwav) -boag (ddwav) ‘boiad
*sxad JOo °I1d ‘sx9d 3O *I1g

JAVLS SYALYYNOAV¥IH IDUOJ IV

*G~IT 2aInbrg

Jusawsatnbay A

yzbuaayzs pud

(WdWJIY)
u,bao »
camdW jo *a1d

pxens
¥ SAI9SdY
y3buaxls 1ITIq
pred Telol

yibuaalsg
3AT3IOY Te3l0y

aso

o
™~
1
(W]
[




b. Accession Determination

Accession requirements for Air Force enlisted
personnel are derived for each fiscal year by taking the
beginning strength, subtracting anticipated losses, (includ-
ing those which will occur during initial entry training)
and deducting the net sum from the approved end strength.
Loss projections, which are critical to this process,
are developed using a dynamic predictive computerized model
which assimilates data from several subsystems. The out-
put product may be modified for any anticipated changes
in recruitment mix or retention policy.

The basic subsystem is the Airman Loss
Probability System (ALPS) which develops loss rates by
category of personnel for a twelve month period. Actual
loss data on individuals based on recent experience is
continuously fed into this system to keep rates as current
as feasible. These rates are applied to the current
inventory by a subsystem titled "Dynamic Model" which ages
the current airman inventory to provide out-year loss pro-
jections.

Procurement objectives for each fiscal year
are then déveloped by category: male/female, prior service/
non-prior service, high school graduate/non-high graduate.
Also taken into consideration are the recruiting market,
recruiting capabilities and any pertinent personnel policies.
Should changes in accession mix be of sufficient magnitude
to affect projected losses, appropriate adjustments are made
~in the accession targets. Adjustments also may be made to
compensate for prior period recruiting shortfalls.

c. Skill Determination

The Air Force system for determining the number
of persons who must be trained in each skill is a complicated
program combining interactive computer programs and intensive
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management reviews. The process combines a detailed statement
by Air Force Specialty Code (AFSC) of projected training
requirements produced at Headquarters, USAF with a training
program to support those requirements produced jointly by

HQ USAF and the Air Training Command (ATC) through the
Training Flow Management Committee comprised of representatives
of both organizations. The process is iterative, and both

the requirements and the training plan are updated three

times a year to coincide with POM and budget submissions.

The skill requirements and the plan are projected to the end
of three fiscal years: the current year plus two subsequent
fiscal years.

The projection of skill requirements is published
in a document entitled "Airman Trained Personnel Requirements"”
or TPR. The automated system which produces this document
is called the Airman Skill Force System (ASKIF). This system
assimilates data from other automated systems, accomodating
force structure requirements, transient entitlements, program
adjustments, personnel information on active airmen, loss
rates by specialty code, year group and grade, and historical
data on retraining. The TPR provides the base for the train-
ing production program.

The TPR process begins with the building of the
authorization base which combines the output of two com-
puterized feeder systems, the Command Manpower Data Base (CMDB)
and the Transient Enlistments Distribution System (TEDS).

The CMDB projects manpower authorizations by major command,
Air Force Speciélty Code (AFSC), skill level, and grade
for each permanent party military position in the approved

force. The TEDS forecasts the transient authorization by
AFSC. The results are added to the CMDB forecast to obtain
total authorizations by AFSC. These projected authorizations are
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reviewed and validated by the Air Staff to insure that they
reflect the latest changes in force structure, accurately
portray current and future AFSC conversions, and provide

a proper CONUS~-Overseas balance.

A separate operation withing the ASKIF model
projects end strength by AFSC through the process of aging
the current active airman inventory, as reflected in
personnel files. The model computes losses from this
inventory using a combination of standard loss rates, pro-
jection of near term losses derived from a Transaction
Reporting and Control System (TRAC), losses to lateral
AFSCs (and offsetting gains), and losses which will occur
through retraining from surplus AFSCs.

The ASKIF model then compares the projected end
strength for each AFSC to the projected authorization to show
the amount of training required to keep an AFSC at 100% of
position and transient requirements. The TPR summary products
are checked to insure that fiscal or other constraints have
not been exceeded. The TPR detail is then manually reviewed,
analyzed, and revised as needed. The final TPR is distributed
to the Air Training Command and the Air Staff for comparison
with the tfaining program and to identify issues to be
resolved at the Training Flow Management Conference.

Following the production of the TPR, (three
times a year) an Airman Training Flow Management Conference
is held to consider and resolve all issues involving the
filling of training needs. The conference is co-chaired by
Air Training Command and HQ USAF representatives. It has
representation from all agencies involved in planning

training programs, program execution, personnel recruitment,
assignment and management, and those major commands who are
sole users of particular AFSCs.
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The conference achieves agreement between
participant agencies on recruiting objectives, training |
capacities, course schedules, instructor manning levels, Li
student (trainee) mix (among prior service, non-prior ‘
service, and retrainees), and all other issues pertinent 4
to planning and execution of the training program.

Following each conference, and based on t
decisions reached, the Air Training Command produces a

training plan covering the current year (updated), the
budget year, and the first program year. The plan is
called "USAF Airman Programmed Technical Training," or

PTT. The document is primarily designed to indicate the
number of airmen by AFSC who are programmed to enter and
graduate from ATC managed technical training courses. The
outputs, or graduates, reflect the total requirements
detailed in the TPR, as modified by those who may go

directly to units from Basic Military Training by virtue ;
of civilian acquired skills, or for on-the-job training i1
(0JT) . The number of student entries programmed (inputs) ;
is the number of outputs adjusted to compensate for
predicted losses. Loss rates are calculated individually
for each course and based on actual data during the
preceeding 12 months with quarterly adjustments made when
necessary.

Each course has specific scheduling parameters
that include minimum/normal/maximum group size, course
length, and maximum allowable number of groups. Fluctuations
in course entry schedules are minimized as much as possible
to preclude variations in instructor authorizations. The
length of time necessary to acquire a new instructor and
qualify him to teach is a major constraint in achieving
increased production in many AFSCs. The detail for each

.

course specifies inputs and outputs for each category of )
trainee (Active Air Force, Reserve, National Guard, other ]

Services).
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The updating of the requirements and the
training execution plan three times each year provides
the information necessary to adjust as quickly as possible
to changes. These include changes in requirements, recruiting
shortfalls, or for other reasons not anticipated in the
planning process. The combination of computerized data,
staff reviews, “"corporate" resolution of issues, and frequent
updates enhances the confidence of the Air Force in the
system for planning and programming initial entry training
and the data derived from it.

d. The Accession Flow

Figure II-6 depicts the flow of Active NPS
Air Force enlistees through the initial entry training
cycle to their first duty assignment. Approximately 12.8%
of enlistees are separated from the Air Force before they
complete initial entry training. About one-half of prior
service enlistees bypass both Recruit Training and Initial
Skill Training and are sent directly to units for on-the-
job training. They have previously acquired skills which
qualify them for an Air Force duty assignment with little
or no further orientation or training.

All enlistees without prior service go through
Recruit Training. On completion about 7.8% are assigned
directly to units for on-the-job training. A few (0.2%)
have civilian acquired skills which qualify them for
immediate assignment without further training.
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